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26 Saptesber 1952

MBORARDUM POR:  Dlyectory of Tralndng
SUBJTECTs Current. Status of TR(3)

t. " MpSaTeE

A, Office of Training {Special) ls charged with that training
conduetad in the United States whilch supparts the clandestine serviess
of CIA and which, for operatfional sscurity reasons, cannol be acc M
nlished by othey moans, Performance of this miselon imrolves three
primery tass, shich are fundeental to #11 TR(E) activigyn

1, To develop in ho imdividusl traince those atiltudss
and disoiplines with respeet to securlty ond e rolation.

ships which are pooudier to and inhevent in all clandestine
onarationss

2. To provide him with the specific skills and technical
shilities whiieh will be roguived Ir the successful parlcwme
gnce of his partlicular assiped duties;

3, To mele avallable to him that eperstionally sirmmifie
eant backzround kmowledge Wwilch 1s essontial to his undenw
standing of the covert mission of CIA and of hie place rnd
funotd-n within it,

&, TR(S) has recrgnised fyom the outsel that, given the 7ro-
greasiw developmemt of ths Agency end the oblecilive of sgtabliching
a professional career servies, th tralming protlen cunb, &b no time,
be statie, In ony snalysis of the problem, 't rapidly cwrges that
theye are, in faect, two problans:

1. To satisfy, insofar as ex'sting capabilities and assets
permit, the fmmediste training requirements - a rapidly-ezoandiing
Agenty

2e To develop simuliarecusly nl oz & furdaental res)on
8ibillty a longerange tralning program which will be responsive
41 ineressingly complex and diversifie! operational requirennts,

B, In seeking a solution to this el paroblom, ™{5) hes abe
tempted three things: '

N e
sE!'rg,, i

ntermation 1. The creation of
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1. The ereation of a basie organizational structure suf-
fleiently flexible to permit the iresentation of a eurrent
emergency program, and at the same time to be capable of 3bme
scrbing now requirerents and severs modifileation of cwrrent
requirenmsnts without the nsed for frequent, time.consuming
reorganigstions; ‘

2, The presentation of what must be conzldered an gmexyisn
iralning program to service the current, abnormally heavy iraln.
ing requirement which hns resulted from the rapid exransion of
the clandestina services;

3, The concwrrent ;reparation of more highly specialized
training meteriale covering fields where there already exisis
s prwll, but signifieart, requirement, or whore il is belleved
that requirements will inev.tably develop in the foresceabls
future, Experience to Jdate hes showa that, io collset, -rganise,
and authentieste an acc:optable two-week unit of instruction in
a speclalized operational field, has required between eight
menthe and g year, ‘ :

A, In undertsking to construst a training program to meet the
current requirements of the oclandestine offices under DI/P, it hes
been necessary to tave into consideration a variety of factors stemming
from the sbnormal rate of growth of the operating offices during the
past elghteen months, These factors, talen collectively, create a
sories of problems which can be solved only by an sxesedingly flexible
pettern of training as described undsr "Status of TR(S)" below, Taken
individually, they are:

1. ZIime fvallsble fop Iralning, The operating offices,
being themsclves under heavy pressure to £1ll out thelr personrel
requivements both at headquarters and in the ficld, have, In
turn, maintained a constant pressure on TR(S) to accomplish

the training of nev employees in the minimal possible time,

This urgeney of need for personnel has reculted, in many in.
stances, in trainees receiving either no training at all, o
only a portiom of the training appropriste to their projected
assignments;

2, Yar gL Iralnee. Personnel trained by TR(S) during
the last eighteon months have ranged from very junior personvel
Just out of collels to mature individuals with extensive acadenic
and professional experience in flslds other than clandestine
operations, Waills the great majority have had no pricr clan
destine intelligenoce exverlence, a certaln mumber have, in the

past, worksd in
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Paralleling these substantive varlations are the equally Imporua
variations in level of assignmment, Uhereas, prior to Xores, the
great majority of new employees were at the junior lovel, the
current ¢lasses range in projected assigmment all the way from
junior elarical and operational persomnnel to station chlefs and
persons destined for seniop eteff positions, with resuliing ve-
guirenents for varying levsls of instruction,

4. Yariely Aras Asslemment, Since the rrojected
agsigrmeants of eaﬁ% stude‘ﬁ group are widely scattered geograp-
hieslly; training content must conslder the extensive varisiions
in operating conditions which the individual students will en.
ecounter, This is partioularly true in the operational programs
vhors not only must principles be taught, bub thelr application
muet be {llustrated in terms of verying geographie and opera-

~4{onal factors, if the inetruction is to be valid,

IV, STATUS OF TRAINING (SPECIAL)

five (5) programs, four (4) of which sre instru

Ine out the miscion get forth above, TR{S) hap established
wrying Aional, the other

being dsvelopmontal, The instructionsl programs are:

A,

A, Basic Training

B, Advanced Training
C.
D,

This progran is designed yrimarily for new personnsl entoring

the clandssiine services or persong wlithout prior training, Its
componants have beer yrouped into five (5) major aress, within each
of which there is a substantial degree of internal consietency,

The {irs 1 nbaki
deetgnag, 1o pive Shs Shatons s Mnevledes ot e Babte aoitly 't
the sptablishment and maintensnece of hmen relationships, a working
proticlencey in the reporting of intellipence and operational informae
tiem, and that understanding of the cowver-2ll U,S, intelligence sysiem
regquired of a1l nembers of the Clandestine Servieces,

The second ares,

L 3 -~ -
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The gecond ares, the Operetions Courss (5 weeks), involves the
treining of the student in thoss processes, skills, and tecimiques
wiiich are sonsidered comron to all clandestine activity whatever
its purposs and character, Ths succnssful student should be able
to work securely and intellipently in e clandestine operation wmder
diraction by a senlor operations officer,

The third area, the Staff Indictrination/Covert Activities
Instruction Courses (4 we-ks), involves coverage for the student
of the structural snd operational mgulations, procedures, policies,
atandards and missions of the Clandestine Services of CIA to the
extent that the field officer In an average installation will be
held respons’ble for them, This material is suverlmposed upon the
gmem}, study of olandestine activity rresented by the Operations

QUHE ‘

The Pourth area, the Administration Course (2 wecks), is designed
to familiarize the student with those sdministrative and management
regulations and yrocedurss to wh'eh all junior personnel, oth clerical
and orerational, will bs exnected to adhere in the field and in head-
quarters components of the clandestine services,

The besie training in the first four areas, as currently pres-
ented, comprises in the opinion of TR(S) an adequate rreparation
for a normal firal desk or f1eld sssipgnrent for relatively jumior
officers who will overste under immediate supervisien, It ray be
considered as roughly equivalent to ‘he itraining given in a basic
Officers Candidate School, :

The £ifth ares, wien added to the first two described above,
is considored adequate training for a firat assi nt to junior
ofMiger duties in commection wit b

By The present Advanced
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The sdvanced courses presently available are desisned for the
comparatively inexperienced officer who will bave a rrinary responai-
bility in one (or at most tuo or thras closely related) functional
#lelds of clandestine activity., The insiruction aims to develop a more
speoific understanding of spealalized rroblems and techniques in the
particular field of activity mder study and to increase vprofesaional
gompetence thersin. It does not qualify the student ad a asrecialiast,
tut gives him greater knowledge of those rroblems pseullar to his as-
signment,

These courses are Yert to & minimum length by treaating the content
of %& W as matorisl with whic: the students are already
faniliar, eithor throush prior training or the equivalent in field
exoeriense,

Up to the present, these courses have, to the bekt of our Imow
ledge, satisfied the existing tenining requiremonts, although there are
. gertain instsness in which truly M training of both a specialised
‘ and & general nature is requested, For the first time, TR{S) is being
called upon to irein sentor &fficers for responsible field and ataff
_ positions, Srecisl ~rogrars have had to be acmambled and presented on
25X1 an gd basis in a mmber of instances to eatisfy the more rressing
of such requirements.

3., Specialized training

-Rw ”T"E’
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4 routine field returnes debriefMng rrogrem iz carried on, and
when s»aeife requirenants jnetify special debrlefling projects lasting
a8 long as thres months are carried through, The end produck of
thase research efforts, owvaluated and amiotatsd by the sentor staff
members, is, after walidation by the clandestine services, nsed as the
basis for eourses of Instruction or incorporated into sxistidng courses.

In addition to these taska, senior persomnel involved in this rroe
gram have borne a substaniial rart of the hurdem of those spscial
training nrojects in which a higher lavel of maturity and complexity of
instruction than that available in “he regulsy tralning ssctions has
besn required,

V. THE DROGLEY

4, The problem which most eritically sffaects TRS and which, in
faet, requires this masessment of lts current atatus, i.e., versonnel,
has been dlscussed, analyzed, and written about on @o many occasions .-
over the rast fourtesn montha that itz existence as a rmatier of serlous’
concern 1s wquestionablyy rocoenised and accepted by the clandesiine .
officas, I do not believe, howevsr, that to date the axtent of its
somplexity and its immact on the futvre of clandestine training has
bean fully realized ou’stde the 0ffice of Training, It is for this
reason that T have Pe)lt 1t necessary, dbefore examining the -roblsm, to
present the beskeround factors set forth sbove.

B, The versomnel oproblem in TR(S)}, and iis influence on the
effectivensss or failure of the TR(S) mission i3, Tirst, quantitative,
and secondly, qualitative, Both aspacts are important, and requlre
coment as followsy

1. On the quantitative side, the rapid expansion in training
loads, since Jarmuary 1951, without concurrent increasss in
available instructor personnel, has seriously affacted desirabls
inatmictor/student ratios, This has neceanitated exitansive modie
f4ention of training techniques, and has resulted in & lovering
of the effectivencss of instruotion per trainl g week. The

situation has heen
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aituation has besn martlicularly folt 1n the hasic training couraes,
which handls the larsest mumber of atudents, Whare coursss, such
@8 tha POC and OC, have been foreed fo ox-ond from 18 - 25 students
par ¢lass to ner glass, lectures have had to replace
digcussions, and individuel intarviswve and live problems have
atther had to give way to groun activity, or have had to be re- .
gtricted to selegted trminees, To a scmevhat lesser degree, other
arsss of training also have been affected adversely by sharply=
inereased requirerents; as in the f121d of covert agent training.
Hers, the wipament has jumped from 10 - 12 cases ner ronth to
as many ns in a single four-wesk period, without a corresponds
ing inc-ecse in instructor persomel, Glven the sensitivity of
thase aperations and the need for carefu’, hand-tailored Ingtruce
tion, it 1s exceedingly dangerous to mve the gtandard of this
training deteriorate, Uhers, howaver, a sincle iastructor has
baon forded to cope with two, =nd 1n gome instances threa, cases
gimorltansonely, such deterioration hs been insvitabls;

2, The qualltative problem boocomes acute, primarily in the
specialized training, advancsd training, and agent training prograns.
In these flelds of activity, basic conpetsnce and general undeTe
standing are not anough, Tn 4 evelop snd present a seminar in a
specialized field, such as , or & ’h.izhwl
nioal courss on & corplex oparational oroblem, such as 25X1

-

Organizations, or a tutorial, hend-tailored mit of instruction

to meet the perticular raquirerents af a Covart igent case, vo-
gquires that the instructor noSSeSH sound operational judgrent and
extangive knowledge, from which he can jdentify and select that
portion a-plicable %o the gneel ™Mo training requirerent, e sty
in Pact, be an expert, since a al.mificant muwber of the irainees
who participate in ~rosrams of this ty e ara, themselves, Inowlodges
sble, sxperienced individuals. Widle officers who possess this
ability, lnowlsdge, and judgment in several f1alds of activity,

as is required in rany Covert Agent Training projscis, are admlte
tedly few in nurber, t4 pamaing that only in rare instancas are
posﬁéicns of this typs £11led sugcessfully by nersons less gk
1fied. N

¢, Although the quantitative sroblem is likely to eontinue in

existence as long as tralning loads rerain high, it ean be coped with,
in psrt, by the direct roeruitmant and intensi-a training of parsonnsl
vho lack actual clandestine sxporience, A large nortion of the presend
TR{8) atalf is comprised of officers gorving their first tour of duly
wvith the Arency, This has beon possible, however, only hecause of the
sxistence in TR(8) of a hardecors cadra of experienced officers, This
group has developed the major portion of instructional conte t, has
trained inexperienced instructors to acdeotable lsvels of at least

theoretical competence,

-8 -
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theoretical competancs, has plannad out tho patterns of tralning, and
has served to validate the various ~rograms by enguring that they
remain precticsl an’ reglistle, In effect, existing vrogrars 2re
almost entirely devendent upon ihile ca’'re, and all future develorment
somnletaly 80,

D, With the excertion of thres or four individuals, the membership
of this cadre 1s comprised af personnel from the old Training Divisionm,
030, As & consequence, by the sumer of 1951, most of them had served
in a training capscity for perloeds ranging from two years to as long
as four years, and were, tharefore, antleinating a return io active
overations. A% the sare tize, a sizeable nercentage of the !nexperienced
instroctor personnel had, by the same pariod, served upwvards of eightsen
months, Persomnel in this group, having thewselves Tslt keenly thelr
lack of experionce, were desirous of shifting to overseas assigurenis
at the earlisst opportinity, In recognition of this, and with a view
toward forssta’ling an inevitable morals problem if instructor persomanel
should develop a fealing that thay wers "stuck® in treining, TR(S) un-
dertook to work out a rotational system, Ffforts to do so, which for
many month® occupied a substantial portion of the tire of TR(S) senior
officers, were not successful, Consequently, by sarly 1952, the morale
situation did, in fact, become moute and the quality of -tralning heing
provided £¢11 o?f significantly, in sev-ral of the training rrograns.

E. 1In discussing this ~roblem with many of the individuals cone
cerned, 1t was cleey that the question uppermost In their minds wms not
that of desiring jmmediate releosse, but rather one of sesking to deter-
minge what the future held for them, This being the case, and after
dipounssion with resronsible officers of 030 and OFC, a eonsiderable
aunber of the ey imstructors in TR{S) were given target dates for re-
leass ranging from six to ten months in the future, on which to ase
thelr own »lanning, and data concerning them were made availzble io the
overatins 'mits, This action was ta¥en with the owrectation that, to
psrmit aprrooriste assignment, similarly qualified replagenantsccoud
be obtainad from the operating offfices. ‘

¥, Having been once resssured on the nuestion of rotation tHers
occurred an observable renowal of ensrgs on the nart of the instructor
staffs, and up to June 1952 TR(S) managed to cope with all but & very
snall percentage of the training requirerents lovied upon 1t, By June,
the first of the rotstional dates -reviously established bagsn to fall
due, but without reclacoment porsonrel either on hand or as yst identi=
fied, It waos considerad at i+is noint irpossible to reridiate the com
mdtments rade without serlous renercuss’ons smong the remalnder of TR(S)
personnel, Conssquently, betwsen June and the yresent tire, TR{8) has
suffersd the lods of not only an important segrment of iis exverienced
oadre, but also of a mmber of iis sentorw, non-exnerienced officers
noasessing in excess of thirty months' service in Training. Tha lons

of thess individuals,
- Y
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of these individuals, becsuse of their movledge and ex-erisnce, and
Pamiliarity with the training -~roblems, hes afTected TR{3) cambility
dignrorortionately to the sctual minbers involved, An additional
number of officers in the sare ontegory ars projected for devarture
within the next few months.

6. DSntirely separated Trom the loss of critical segmaniz of the
TR({3) staff, there exists the equally irmortant guestion of quslifica~
tions and talents which have nevor been available to TR(S). ¥ith the
&?glg_w_@t of remulrerents from OPC for training in s-eciglized flalds
o | ], TR(SY carability
has be=n totally de-endent upon the sccidental presence within its
cadre of persons with olther wartins and/or im ediste nost-war ¥mowlsdge
and ex-erience, To date, it bas been able to weet requirenents in a

»

no officers in TR(S), even though they hava ideas and views, Teel
themselves qualified to tndertake the preparation and presentstion of
what they consider to b~ adequate instructional programs. Furthermora,
in many areas of training, senior TR(S) personnel feel strongly that
imoroveorent in the quality of instructien is urgently needed, btut that
this 18 possible only 1€ st leadt ono officer with current, ur-to-date
and mature exparience in each Meld of activity can be obtained for

%. A detalled review of the current status of TR(G), area of
training by arsa of training, would be too lengihy for inclusion in
this raver, bui one or wore 1llustrations ray bs pertinent:

1, The Orerations Courss of basic training which, as stated
above, trovides training in *‘he baslie operational teahnioues or:
so-called trudecraft for all flelds of clandestine activily, has

25X9 ppgeassed apnroximately | betwsen July 1951 and

Jady 1952, Throughout this perfod, the average mmber »f ingtiuetors

staffing this course has besn aprroxi-ately esight, Curvently, only
iye of the afflcers assisned to this prograr nomsess fleld experi.
snce with CIA, and only two additional have had active intelllgence
exrerience in related fields. Both CTA-exrerienced officers are
sehedulsd to lsave TR(S) »rior to 31 Decembar, Sincs th's eourse
is designed to provide ths basic foundatlion Tor operall onal com=
retenge, the quality and valldity of inatruction nrovided by it

constitute” an immortant influence on the majority of TR(S) trainees.

Consequently, an investment of eight qualified and axverienssd
case officars can axert an influence pgraatly disproportionate
to thelr mumber, _

25X1

3, Despite the fact thatl | 18 an imrortant
' factor in all flel

w30 -
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factor in all fields of clandestine activity and must be touched

upon, to 2 greater or lesser degree, in svery major training progranm

presanted by M(8), thers are avallable to M(8) only four or five
officera who are experienced in this field., Since, with one ex-
osption, these officers occupy senioy lons through-
out TR({S), both the dwvelopmsnt of counteresplonage training con-
tent and sctual instruction necesssrily falls to comparatively
Junior personnel, resulting coverage is considered by the respon-
sible unit chiefs and the undersigned as being dangerously in-
adequate,

3.. Despits the existence of heavy preasurs for imstructional

in Clandestins | |
%m{s) doea not possess n on 3 a

single officer vho considers himself qualified, on the basis of
actual sxperience, to instruct in these activities. At the ssme
time, organized doctrine and training materisls heve not been
svaileble within the Agency, and it has, therefore, been nsceasary
to undertake their development from scrathh with a minimm of

guidancs and dirsction., To dator TR{S) has besn ahble to present
satisfactory instruction only in While
this program, vhich has resulted from many months of research and

sffort oa the part of a single officer, has gained favorable ac-
ceptance from the eperating diviaions end staffs concerned, it is
considered by TR{S) to represent no wore than a beginning in this
field. The officsr concerned has done an outstanding job in the
opinion of his superiors, but he, himself, feels that his lack
I_gt_.m_mm.m_lin clandestine operations generally, snd

in partienlar, constitute s serious hand-
icap to ths further developmsnt of the courss.

4.. In the six-week pariod commencing 1 August 1952, TR{8)
was able to ascept only 20 per cent of the sgent training projects
roguested by the operating offices, due to lack of instructor per-

somnel. In order to handle the sight projects which were accepted,

it was necessary to diveri a mwber of key officers froam their

rggular duties, 1 total of 26 projects, ranging from singleton
.ouses to saall sgent groups, were declined.

4. Training requiremsnts of the clandesiins services will change

progressively in the future to refleet both (a) a shift in emphasis

from large mmbers of new employses as at present, to refresher training

of smployess having complsted one or more tours of duty and (b) the
noed for more specialized snd more advanced training to support the
eareer development of personnel as they mature operationally and

progress to increasingly

-.un-
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progress to increasingly ocomplex duty assignments, If this ooncept of
training 1 nsibility is endorsed by the clendestine services, then
1t follows that TR(S) must undertake not only to satisfy immediate,
existing requirements but also, and soncurrently, must invest a portion
of its assets in the devalophnt of doctrine snd training materials
designed to service the next phases of anticipated requirements. The
yiew that such projected requirements ars important to the future of
R(S) has been more than valldated by experience to date, in that
wnmafwmthwm%nrwu are being imposed by
the operating units which ®(3) either cannot accept, owing to lack
of qualified personnel, or can only undertake after lengthy delays to
accomplish the preparation of new materials.

/ -

the capebility of TR({8) will always be completely depsndent upon the
avellability of mature snd experienced instruotors capsble of handling
tais highly-individualized type of sctivity, TR{S) is cwrrently eble
to accommodate only a msall percentage of what is obviously a contimu-
ously sxpanding requirement, and the cperating offices are already of-
fioially expressing concern that thelr programs are being handicapped
by our 1lmability to accept the majority of requested cases. Acting
ChAef, FI, has recently requasted by mesorandun TR{S)'s views as to
vhen an "improvement® in TR(S) capability can he expected.

G. In view of lack of U. S. precedent for many of the activities
for which training is being requested and because of the non-existence
within the Agency of satisfactory, organized training materials, it
bes been necessary for T(3) itself to develop for the most pert nec-

: etrins and training content wit%aninim of guidance and
direction from the operating services. he pattern has been ons of
submission for suthentication to the operators of course materiais
after lengthy research by T(3S). This obviously renders TR(S), in the
dischargs of its function, entirely dependent upon the availability
to it of at least a cadre of highly qualified officers who sre com-
pestent o plan progrsms of instruction and to exercise operationally
mature judgment in selecting and orgenising for presentation the mai~
erials necassary to accomplish widely diversified training objectives.

D. Dus to the progressive loss, without replacement in most io-
stances of 1ts original xnowledgeadbls cadrs, T(S) is today seriously
mmtmnmmmwﬂwmmago, and in several areas of
sctivity it has not been supported by the operating services &t all.
AP a consequencs, valuable training which vas developed and presenied
praviously can no longer be made available at eil, and in several
aress, it 1sffelt by TR(S) that its sbility to maintain a satisfactory
quality of instruction is seriously subject %o question. This atale-
peat of the situation, disturbing as it is when examined agaimst
trsining loads as they exiated in the summer of 1951, is made parti-
eularly acute by reason of severs expansion of loads since then.

E. Recognizing the

SEGRET
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~ B. Resognizing the inevitabiilty of a rotation problem with
respect to both the original, experienced training cadre from
Training Division, 050, and those instructors who, lacking -experi-
ence, would, themselves, eventually seek fisld assigmaents, TR{S) has
made every possible effort for more than a year to communicate to
the operating offices ths seriousness of its personnel requiresants.
Innumersble briefings, schedules for rotation of key personnel, lists
of specific job vacancies and statemenis of required qualificetions
has been provided on more than several occasions, Perticularly pointed
out has besn the fact that, in a training organization which, by fune-
tion, exists for the exclusive purpose of providing experience and
skrow how" to others, thare must be present as part of theastructure
& highly qualified, experienced staff to susure the velidity and sound-
ness ofthe instruction. It has slweys been accepted by m(S) that
the full instructor requiremsnt cannot be met with sxperienced personnel
for some years to coms, but it is felt at the same time thet, without
an ossantial minimm of such personnsl, an acceptabls clandestine opera-
tions training program is impossible.

fﬂ 0012A000400020003-4

A. It is recommended:

1. That the leadership of the clandestine services be re-
quested to review the problem of training to determine its desir-
sble socope and objectives. Specifically, it is recommended that
said officers be requested to sndorse or modify the M(3) function
as outlined in this memorandum.

2. That s polioy decision be obiained as to whether m(S)
can, in terms of other ocommitments of the operating serviees,
sxpect to receive on a duty assigrment basis experisnced replace-
ments and/or appointess to fill the key positions in T]R(S) es
e metter of future procedure.

3, If the decisions on 1. and 2. are negative, that m®(8)
be authorized to discontinue specislized training and project
training, in order to permit consolidation of its existing per-
sonnsl assets in the presentation of a singie basic clangestild

Deputy Director of Tralning {Special)
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